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Introduction

3

Procurement is going digital. Not very fast just 
yet, but it’s getting there. Could it be that in 10 
years time we will be thinking about spread-
sheets-based procurement processes the 
same way we view video rentals and push 
button phones today? As a quirky relic of past 
times (and occasionally an ironical or deliber-
ately mindful hipster behaviour).

87% of companies are in the early stages of 
utilizing technology to improve their procure-
ment processes. Sometimes all this talk about 
fast digital change might make you question if 
this disruption is just for the sake of attention.

This white paper is meant for everyone who is 
just starting, or at least thinking about starting 
their procurement digitalisation journey. Or 

Tarmo Saidla

Co-founder & CEO
ProcurementFlow

Aleksandr Miina

Partner & Senior Consultant
Lean Digital

maybe you’ve started but not really sure where 
you’re going or why. We want to offer you a 
practical overview of the hands-on benefits of 
digital procurement, and also some guidelines 
to focus your digitalisation efforts. 

Today, there are digital tools available for any 
business need imaginable. Yet most companies 
in procurement are still using email and Excel 
sheets.

The same way that sales executives use 
CRM, such as Pipedrive, software compa-
nies use Jira and Slack, procurement 
people need a tool of their own that 
brings order, simplicity and joy to the 
everyday work and collaboration.

ProcurementFlow is built by procurement
people FOR procurement people

It aims to make the procurement process more 
efficient and enjoyable.

Most of the true value of procurement 
teams is buried in the mess inside their 
mailbox.

Our aim is to help organise and visualize their 
daily work and collaboration, so they can focus 
on bringing more value to their companies and 

for their value to be recognised as well.

This white paper by ProcurementFlow and Lean 
Digital will give you a brief overview of the digi-
tal procurement landscape today, a method-
ological starting point to your own digitalisa-
tion journey, and 10 actionable step-by-step 
examples of how you can digitally improve your 
daily procurement process.
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What are the main pain points in
procurement today?

Huge loads of unstructured
information

Miscommunication between
team members and stakeholders

Lack of transparency Procurement work is time-
consuming and inflexible

Waste of time, money and
effort

Team motivation is low 



1. Digital procurement
today
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How far along are the companies
in their digitisation process

3% are fully digitised
 
43% reported having just started
their digitisation journey within
the past year
 
25% are deciding what to do but
have not yet taken action

29% said they are in the planning
stages of their digitisation initiative,
or it is under development

Digitization is a never-ending
journey

Companies looking to stay competitive are always seeking new 
and different ways to digitize, with procurement being one of the 
biggest opportunities to affect the bottom line.

The Boston Consulting Group

Globality and DPW 2019 report “Procurement at the Inflection Point
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Early bird gets the worm - what benefits are
the early adopters of digital procurement seeing?

5% to 10% incremental material cost savings.
30% to 50% increases of productivity.

Substantial improvements in innovation, 
quality, speed, and risk management.

AI

Only 6% of organisations are actively using AI 
in procurement. 

Increased efficiency, transparency, and 
cost savings are expected as organisa-
tions use AI.

The main benefits of digital
procurement

Clear overview of the workload

Minimizing errors

Better productivity

Bigger fulfillment

Motivational boost for the
procurement team

Ultimately it’s all about maximising the 
value of people, process and collabora-
tion.



2. Starting the
digitalisation journey
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As the journey of procurement digitalisation is 
just beginning for most companies, it’s import-
ant to understand what you’re already doing 
and what you want to achieve. Lean Digital has 

created their Business Management System 
(BMS) digitalisation methodology (see Figure 1) 
to address digitalisation problems.

Invisible
processes

Manager’s
know-how

Knowledge
in the heads

Department
procedures

in text

Processes
modelling

Processes
lean analysis

Processes
digital analysis

Processes
measurement

and control

Processes
improvement

Processes
digitalisation

Less waste
in processes

Processes
under control

Digital
processes

Happier
customer

Happier
employees

Figure 1. Business Management System digitalisation methodology



Business process digitalisation requires 
for the organisation to have a very clear 
and structured understanding of their 
processes. 

Lack of such understanding will result in chaos.

Applying digital tools on chaos will only 
result in digital chaos.
 
In addition to chaos, organisation has to 
remove waste (i.e. non-value adding activities) 

from the procurement processes. The exis-
tence of waste in processes prior to imple-
menting digitalisation results in waste of digi-
talisation. In the end, organisation may end up 
with inefficient digital process, which means 
losing money on digital speed – 10+ times 
faster than with non-digitalised processes. 

Hands-on experience with more than 200 
companies during the last 15 years has shown 
that organisations very seldom take process 
modeling and analyses very seriously.

2. Starting the
digitalisation journey
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• Quite often the maximum effort is done in 
long textual procedures, which are hard to 
understand and to translate into a structural 
view, and even harder to digitalise.

• There are many invisible processes, which 
create “hidden” factories that are usually lost in 
technical tasks for digitalisation. 

• A big part of company’s best know-how is 
just in the head of employees and managers.

As a result, there is a very weak understanding 
of what the organisation is going to digitalise, 
and what will change as a result.



3 steps to digitalisation
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So how to get from chaos to digitalisation? Lean Digital’s methodology comprises of 
three consequent steps.

Step 1. Defining and visualising organisational
processes

Process modeling is done by using dedicated 
software and process modeling methodology. 
This allows verifying the validity of the process 
flow chart and trains people to think process. 
Main outputs of business process modeling are 
the following (also see Figure 2):

• A common visual view of the processes – 
opposite to a messy textual description.

• Single source of common language – people 
from different departments and functions start 
to speak about the same things using the same 
words. 

• Business management System DNA™ (BMS 
DNA™) – all organisation’s processes are 
dynamically connected into one structure, 
which represents visualised data (about organ-
isation management) and allows analysing it. 

• The basis for processes analysis – as men-
tioned before, textual process descriptions are 
very fussy and it’s quite impossible to do analy-
ses based on text. 

• The basis for cybersecurity analysis – it is 
easy to define IT and informational assets and 
all other aspects of CYM. 

• The basis of ISO9001 & ISO14001 certifica-
tion – by adding some required details organi-
sation is able (and many organisations already 
do) to apply for mentioned certificates.
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Figure 2. Business Process Modelling outputs



3 steps to digitalisation
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Step 2. Finding opportunities to improve
processes

Process digitalisation requires eliminating all 
non-value-adding activities (waste) from the 
processes.

Defining options for process improve-
ment determines which processes and 
activities add value, which are non-add-

ing-value and which are required (though 
still non-adding value).

This is a prerequisite for digitalisation as it is 
possible to see which processes activities have 
to be improved before they could be digitalised 
(see Figure 3), and which should be cut alto-
gether.

Basis for
processes analysis

Processes
lean analysis

Common understanding
of processes

Common understanding
of client value

Required
processes

Obvious wasteful
processes

Figure 3. Processes lean analysis



3 steps to digitalisation

Step 3. Processes digital analysis

In the final step of the analysing phase, the 
current state of digitalisation of the company is 
assessed (incl. automation and robotisation of 
processes). The possibilities for digitalisation 
are defined based on each separate process, 
and the position and importance of subprocess 
in the company’s supply chain. Business 
process modelling allows to see the usage of 
different IT/IS tools in company’s processes 

and to get an understanding of how they could 
be digitalised further.

BPM gives an AS-IS-overview of the processes. 
By digital analysis, technical tasks for digital-
isation (WISH-TO processes) are created and 
the most optimal digital solution for the com-
pany is chosen. At the end, the digital solution 
is implemented (see Figure 4).

Common
understanding
of processes

Processes
digital analysis

Technical
tasks for

digitalisation

Defined
digitalisation

solutions

Processes
digitalisation

Digital
processes

Digitalisation
solution

implemented

Figure 4. Process digital analysis
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3 steps to digitalisation
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Of course, in parallel with digitalisation, 
process improvement has to be done and 
better process measurement and control tech-
niques have to be applied (see Figure 1).

Quite often we have seen different digi-
talisation tool vendors struggling with 
clients who don’t understand what they 
want and need, and which business 

results have to be achieved as an
output of digitalisation.

The previously described methodology is help-
ful for both parties, where the organisation can 
identify its needs in a more effective manner 
and digitalisation tools vendor can be sure that 
its tool is applied and used correctly. It’s a 
win-win-win situation (see Figure 5).

Lean
digital

Clients IT partners

Public sector

Logistics

IT

Science

Finance

Service

Manufacturing

ERP

MRP

BI

AI

CAD

RPA

CRM

Figure 5. Win-win-win approach



In the previous chapter, we saw that the main 
digitalising prerequisite for any business 
process is understanding your current 
processes, as well as knowing what the com-
pany wants to achieve. Today, there is a wide 
variety of specialized digital procurement solu-
tions that are all designed specifically to meet 
the procurement needs.

Of course, every organisation is unique to 
its context and operations, so finding a 
good match depends on really knowing 
your needs.

But knowing what you can expect and what 
tools get the job done, is equally important.

Traditional procurement systems rely heavily 
on emails and spreadsheets. Don’t get us 
wrong, spreadsheets are great and often get 
the work done. When the business volume is 
low and the procurement team is small, a 
spreadsheet is the fastest and most comfort-
able way to rack up a few formulas and analyze 
a small to moderate set of data. As the work-
load and information pile up, there is a variety 
of digital tools available to organise and handle 
the daily grind.

3. 10 actionable steps
with ProcurementFlow

14

Procurement KANBAN method

KANBAN is a Japanese word for a visual signal 
and its main aim is to make working on both 
new and ongoing tasks more visual and easy to 
follow. Procurement KANBAN board is a visual 
work management method designed to help 
streamline work processes in procurement 
teams. KANBAN board uses cards for purchas-
ing requests and columns as procurement 
process stages that you can easily drag and 
drop.

Here are 10 practical step-by-step exam-
ples of how a digital procurement solu-

tion like ProcurementFlow takes the pain 
out of daily procurement for the procure-
ment team, requesters, suppliers, and 
stakeholders.

Each step describes (1) a common procure-
ment pain, (2) the respective capability of Pro-
curementFlow to handle such tasks and (3) the 
way it improves the day-to-day procurement 
process for all parties involved. 
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Step 1.
Simpler life for requesters

Procurement pain

Complicated and unstandardized workflows 
make sending a request to the procurement 
team a challenge on its own.

     Requesters prefer informal means for send-
ing over information.

   Thay can’t use a mobile phone to send a 
request or interact with the purchasing team. 

      Disorder in the procurement process.

ProcurementFlow feature

The requester can send a request via 
email or through the portal. They will 

receive notifications to their email and 
can reply directly.



Step 1.

Solution

     Sending a request is easy - in order to 
post a PR, requesters need to know.
- one email address where to send their   
requests. 
- and/or one webpage from where they can fill 
and submit a request.

   Custom request detailing - details 
required for a request are adjustable to match 
your exact needs and preferences.

      Status overview and communication - 
requester gets an email about every activity 
regarding the request (status update, com-
ment, question) and can reply to these emails 
directly.

        Mobile - simple process steps, like sending 
a request, commenting and receiving status 
updates, can be handled through a mobile 
device.

16

Step 1. Simpler life for requesters
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Step 2.
Funneling all purchase requests
into procurement

Procurement pain

The purchasers have to deal with a pile of 
requests of all shapes and sizes that seem to 
be all over the place.

       No structure for incoming requests. 

       Requests come in from different sources. 

    Changes in requests cause problems and 
information flow is unmanageable. 

       Fear of missing important requests. 

     CAPEX / Indirect requests don't align with 
the standard procurement process.

ProcurementFlow feature

Request come to procurement team 
through all different sources but are fun-
neled into one channel. New requests 

appear on the KANBAN board automati-
cally.
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Step 2.

Solution

      Request portal - requester fills the req- 
uired fields and submits the request. 

      Email - requester sends an email to a spe-
cific email address <procurement@organisa-
tionname.com>. 

     Excel - requests containing multiple lines 
can be uploaded by using excel. 

    ChatBOT - requester is guided through a 
chatbot to fill in the request.

E-mail
procurement@no11.ee

Procurement portal
procurement.no11.ee

ChatBot

Step 2. Funneling all purchase requests into procurement
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Step 3.
Specifying requests and getting
approvals faster

Procurement pain

Specifying the request and processing all the 
details is a time-consuming back and forth 
interaction.

       Email threads are long and unorganised. 

       The subject line is often misleading. 

       It’s difficult to find the right information from 
the mailbox.

     Getting approvals takes time and approvers 
need to log in in order to approve. 

   Information might get lost and important 
requests left unattended.

ProcurementFlow feature

Collaboration feed keeps all relevant 
communication in one place - next to the 

request. Every (inter)action is marked 
with a timestamp.



Solution

       Communication is in one place - all rele-
vant communication is seen next to the 
request and  not in separate mailboxes.

      Involving relevant people - only relevant 
contacts are within the communication thread. 

       Replying to questions is quick and easy 
- it can be done either from the system or by 
using an email reply. 

      Emails appear to the thread automati-
cally - when a question is replied via email, the 
answer is seen within communication thread 
automatically. 

    Mobile access - approvals, replies, and 
comments can be sent by using a mobile 
device and there is no need to log in to any 
system.

20

Step 3.

Step 3. Specifying requests and getting approvals faster
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Step 4.
Organising your teamwork and
enabling remote work

Procurement pain

Managing daily work and keeping up to date 
with your colleagues’ work is hard without a 
clear overview.

     Who works with what is not visible and well 
manageable. 

      Managing daily work is time-consuming. 

      Procurement work is not flexible and can be 
tedious.

       Without a clear work overview, it is better for 
the team to stay in the office and work during 
office hours. However, this is not engaging for 
the employees.

ProcurementFlow feature

Procurement KANBAN board gives the 
whole team a real-life visual overview of 
who works with what. This makes assign-
ing work, distributing workload and shar-

ing or transferring assignments quick 
and simple. (inter)action is marked with a 
timestamp.



Step 4.

Solution

  Simple work assignment - distribute 
assignments by appointing specific tasks to 
each team member. 

       Making changes is easy - transferring an 
assignment to a fellow team member is simple. 

   Overview - procurement KANBAN board 
gives you a complete overview of the workflow.

       Balanced workflow - better overview
helps to distribute the workload among the 
team members better. 

   Work flexibility - cloud-based platform 
provides complete access no matter where you 
are, be it a business trip or remote office in their 
summer home. 

      Mobile - simple process steps, like sending 
a request, commenting and receiving status 
updates, can be handled through a mobile 
device.

22

Step 4. Organising your teamwork and enabling remote work
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Step 5.
Automating RFI/RFP/RFQ and
sending out PO

Procurement pain

Tender processes are usually not standardized 
and creating RFI/RFP/RFQs is time-consum-
ing.

      Creating an RFx takes a lot of time. 

   There are many data duplications needed 
from requisition to RFx and PO 

     The full cycle time from requisition to PO is 
too long.

ProcurementFlow feature

All process steps, starting from requisi-
tion to RFx and PO are connected to each 
other. There’s no need for multiple data 

entries - all necessary data is automati-
cally transferred from one step to
another.



Step 5.

Solution

      Custom templates - create templates for 
requisition, RFx, and PO, and set internal stan-
dards that ease procurement work and shorten 
procurement cycle time. 

   Built-in eSourcing - send outsourcing 
events with extreme efficiency. Suppliers can 
be added simply via email or picked from the 
SRM and just within 5 minutes, users can send 

out RFx to tens of suppliers. The time-to-mar-
ket for new products can be improved by up to 
50%. 

       Send out PO instantly - you can send out 
an initial PO right after awarding the RFx 
winner.

24

Step 5. Automating RFI/RFP/RFQ and sending out PO
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Step 6.
Maintaining communication with
suppliers and internal stakeholders

Procurement pain

The communication with suppliers and internal 
stakeholders is all over the place, making it 
hard to keep track of the important stuff.

       It’s hard to keep track of the communication 
history.

     There are different types and lines of com-
munication 

      The point of contact can be unclear. 

    Communication with suppliers and internal 
stakeholders gets delayed.

ProcurementFlow feature

In collaboration feed, you have one cen-
tralized line of communication with both 
the suppliers and internal stakeholders 

and everyone is constantly notified of any 
relevant changes.



Step 6.

Solution

      Collaboration feed - allows better com-
munication both between team members and 
with suppliers. 

      Suppliers’ and contracts’ information 
is accessible - the list of suppliers and their 
points of contact can be found easily.

       Automatic notifications - relevant team 
members are notified of any changes made in 

the system so everyone is aware of the PR 
status.

       Unified communication line - keeps co-
mmunication clear and easy to track.

26

Buyer

Supplier A

Supplier B

Supplier C

Supplier ...

Step 6. Maintaining communication with suppliers and internal stakeholders
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Step 7.
Ensuring that things are
getting done

Procurement pain

You don’t have time to keep an eye on every-
thing all the time (and shouldn’t even try, to be 
honest). But you DO want to have an opportu-
nity to get a quick overview of all the PR status-
es and workflows at all times.

      Are all the PRs handled?

      What is the status of a particular PR?

      What’s the response time for a new PR?

      Where are the products located?

ProcurementFlow feature

The procurement KANBAN board gives 
you an effortless visual overview of the 

workflows. It supports both pull and push 
work assignments.



Step 7.

Solution

      Easy overview - if a task is unmanaged or 
need further attention, you see it immediately, 
so nothing falls between the cracks. 

   Notifications - all important tasks are 
labeled visually and you get preventive notifi-
cations of potential problems (e.g. delays).

       Balanced workload - managing resourc-
es is clear and efficient. Taking on new tasks 
works on a pull mechanism, making sure that 
users don’t have too many open tasks at hand.

28
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Step 7. Ensuring that things are getting done
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Step 8.
Demonstrating performance
and savings

Procurement pain

Measuring your performance requires a lot of 
handwork or is borderline impossible with all 
the data in various records. This way it’s hard to 
say what works and what doesn’t.

       Suppliers performance information is in 
various records. 

       Procurement team performance is not visi-
ble or measurable.

   Team KPIs are not clear and motivating 
enough.

ProcurementFlow feature

The automated performance and analyt-
ics dashboard displays the main KPIs at 

all times for both the team and suppliers.



Step 8.

       360° view - supplier performance numbers 
are available and easily comprehensible.

    Team performance - measured by team 
members’ activity e.g. number of PRs handled, 
POs processed or RFXs completed.

30

Solution

Step 8. Demonstrating performance and savings
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Step 9.
Ensuring compliance and
transparency

Procurement pain

Procurement involves many procedures and 
business rules that make sure everything is 
handled in the best way possible. Keeping 
everything compliant with these rules and the 
process transparent overall is a daily challenge.

    Making sure every tender and every team 
member is acting in full compliance with your 
business rules. 

       Making sure everything is running smoothly 
and noticing errors or blocking points immedi-
ately. 

       Knowing every team member’s workload 
and sharing it equally. 

     Tracking and proving earlier decisions is 
complicated.

ProcurementFlow feature

All user activities are recorded which 
allows to track every process back 
step-by-step. All relevant communica-
tion is also connected with the steps, so 

you can recheck what decisions have 
been made with whom.s for both the 
team and suppliers.



Step 9.

    KANBAN visual board - gives the best 
visual overview and transparency of the work-
ing process. Every important card is in front of 
the user and it is impossible to forget or miss 
critical requests. 

       Simple filters - users can filter the board 
by project, product, and supplier, giving them 
the most relevant and useful status overview. 

     The team is on the same page - every 
team member knows who is working with what 
and what is the latest status. Every update is 
visible on KANBAN board and all changes are 
tracked by activity feed. This way no task gets 
lost in the email of is left unattended. 

   Clear communication trail - you can 
retrace past communication back in time and 
recheck how and why decisions were made.

32

Solution

Buyer

Supplier relationship
management (SRM)

Step 9. Ensuring compliance and transparency
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Step 10.
Enjoying team and stakeholders
fulfillment

Procurement pain

Having miscommunication between the team 
and stakeholders can bring disappointing 
results both in receiving poor quality product/-
service, and wasting time and money on the 
procurement process overall. 

       Miscommunication between team members 
and stakeholders. 

      Lack of transparency. 

  Time-consuming procurement process 
wastes time and money. 

        Supplier performance is hard to monitor 
and bad suppliers hard to pinpoint. 

      Receiving poor quality product/service.

ProcurementFlow feature

Automating your procurement process 
saves time and effort, making your data 

work for you and helps maintain good 
communication to minimize errors.



Step 10.

     Accurate data - all relevant data is in a 
centralized location and KPI analytics enables 
to measure team and supplier performance.

       Automated procurement - it’s simple to 
send in requests, create RFx, or give approvals. 
This reduces the time and effort spent on the 
whole process. 

       Centralized line of communication - 
keep track of the communication to avoid con-
fusion between team members and stakehold-
ers.

34

Solution

Procurement Team

Step 10. Enjoying team and stakeholders fulfillment



Key takeaways

Digital procurement is coming and hopefully, 
this insight helps you become a master of digi-
talisation rather than a victim. This requires a 
clear insight into your own needs and finding 
the right tools to harness the true potential of 
your procurement team.

• The true value of procurement teams is 
often buried in the mess inside their mailbox. 

• Traditional procurement systems rely heavi-
ly on emails and spreadsheets. When the busi-
ness volume is low and the procurement team 
is small, a spreadsheet is the fastest and most 
comfortable way to analyze a small to moder-
ate set of data. As the workload grows, its 
limitations make it counterproductive. 

• Companies recognize the importance of 
procurement digitalisation but only a fraction 
has reached their digitalisation goals and a 
lion-share is still in the early stages of utilizing 
technology. 

• Digitisation is a never-ending journey. Com-
panies looking to stay competitive are always 
seeking new and different ways to digitize, with 
procurement being one of the biggest opportu-
nities to affect the bottom line. 

• Business processes digitalisation requires 
for the organisation to have a very clear and 
structured understanding of their processes. 

• Applying digital tools on chaos only results 
in digital chaos - which only means losing 
money on digital speed – 10+ times faster that 
with non-digitalised processes.

• Organisations have a weak understanding of 
what the organisation is going to digitalise, and 
what will change as a result. This is mainly due 
to using long textual procedures, invisible 
processes and keeping the best part of compa-
ny know-how in the heads of employees and 
managers. 

• 3 step methodology from chaos to digitalisa-
tion includes (1) defining and visualising organ-
isational processes, (2) finding the opportuni-
ties to improve, and (3) digital analysis to find 
the optimal solution. 
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